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1 Introduction  
 
This study concentrates on improving a solution generation process for the case 
company which delivers Information Technology and Communications (ICT) services. 
This study aims at improving its solution generation process as part of the sales 
process to meet the requirements which the current markets set for satisfying rapidly 
changing customer needs.  
 
The term solution in service architectural context does not solely relate to a technical 
solution, but rather to the entire service and its combined components of the people, 
technology and processes. In this context, the solution should, as applicable, describe 
the resources and internal or external capabilities required to perform tasks and 
activities. Its technology element should include the physical and logical infrastructure, 
systems, applications, functionality, connections, configuration etc. used by the 
provider and the customer, and explain how delivery of the service is provided. 
 
1.1 Case Company Background   
 
The case company of this study is a multinational Information and Communications 
Technology (ICT) service company. Along with the service solutions, its core business 
includes the development, manufacture, sales and maintenance of high-tech products 
and electronic devices for providing services. The case company employs over 
170,000 people and reported the consolidated revenues of EUR 35 billion for the year 
2012. (The Case Company 2013) 
 
Currently, the case company is providing services in more than 100 countries across 
nine regions, ranging from North and South Americas through Asia and Middle East, to 
Africa and Europe. Its International Business (IB) has approximately 45,000 employees 
serving global, regional and local customers that represent the major part of the case 
company global business. In the Nordic region, the case company provides services, 
solutions and products within IT and communication fields. It offers outsourcing, 
consulting and a range of IT solutions and products. Its Nordic region department is 
headquartered in Sweden (Stockholm) and has approximately 4,500 employees. Within 
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the Nordic region, the case company operates in Denmark, Finland, Norway, Sweden, 
Estonia, Latvia and Lithuania. (The Case Company 2013)  
 
In the Nordic region, the case company strives to improve its performance and 
efficiency across a number of areas and functions. A major challenge for the Nordic 
region is the organisation model for the case company that was introduced 1 Sept. 
2012. This New Nordic organisation model has bound a number of former relatively 
independent country-based service organisations under the new, unified management. 
The new organisation is based on a matrix organisation model where the parent 
company major functions pierce the country-based companies. The model is expected 
to enhance efficiency of the case company operations by introducing the economies of 
scale and improving productivity by using common processes and tools. It should also 
provide for the utilization of local offerings. (The Case Company 2013c) 
 
1.2 Business Problem and Research Objective 
 
The case company has evolved from a number of relatively small country based 
organisations into a single global company. As a result, this company inherited the 
methods of providing services to customers from these organisations. Working 
separately has led to a situation in which each country organisation developed and 
retained its own processes, tools and methodologies based on the resources and 
capabilities available locally. In order to achieve its global targets, the case company 
Nordic region management has set a goal to develop a set of common processes to 
take advantage of the economies of scale in order to increase the efficiency and 
improve productivity. As a result, the local organisations have come, and still are, under 
heavy pressure to modify their processes to fit to and fulfil the needs of a global service 
provider. Despite the urge for harmonisation of the company processes, the target is 
also to preserve the local culture and flexibility needed for satisfying the local customer 
requirements.  
 
Following this development, the objective of this study was as follows. Currently, within 
the Nordic area, the case company customers are getting more and more global and 
are seeking global services for fulfilling their needs. The local, country-specific offerings 
and assets are not enough anymore to meet these global ends. The business problem 
for this study, therefore, arises from the question how to establish a common business 
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structure and processes and how to enable co-operation with the other case company 
regions. 
 
Based on what has described above the research objective is formalised by following; 
 
How to prepare for a common solution generation process in the ICT Service Company 
within the Nordic region? 
 
The research questions also relates to the stages of the service delivery process.  The 
service delivery process starts with the customer contact and ends with the service 
delivery. These stages are also taken into account when improving the existing 
process. 
 
The key target of this study is to develop a more efficient solution generation process 
primary in Finland, but the developed process should also provide the opportunity to be 
adopted in the whole Nordic area. Additionally, this process should meet the demand of 
the case company as for being compatible with the case company global setup and to 
be seamlessly integrated into its customer engagement operations.  
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2 Method and Material  
 
This section gives an overview of the research method used in this Thesis. It also 
presents the research design and the data collection process, as well as analysis 
methods applied in this study. The criteria for reliability and validity are discussed at the 
end of the section. 
 
2.1 Research Approach 
 
This study is conducted using a case study research methodology. Case study is used 
to contribute to knowledge of individual, group, organisational, social, political and 
related phenomena and it has become a common research strategy in psychology, 
sociology, political science, social work, business and community planning. (Yin 2003: 
1).  
 
According to Metsämuuronen (2003), case study can be defined as an empirical study 
which investigates contemporary event or person in specific environment and uses 
versatile data that is collected from multiple sources for this investigation. On the other 
hand, case study can also be simply defined as an investigation of contemporary 
event. (Metsämuuronen 2003: 168)  
 
The following summary describes the essence of the case study method: 
 
Case study allows investigators to retain the holistic and meaningful 
characteristics of real life events - such as individual life cycles, 
organisational and managerial processes, neighbourhood change, 
international relations, and the maturation of industries. (Yin 2003: 2) 
 
Based on Yin (2003), there are three conditions that distinguish different case study 
research strategies between each other. These three conditions are: the type of 
research question posed, the extent of control an investigator has over actual events, 
and the degree of focus on contemporary as opposed to historical events.  According 
to Yin (2003), case study answers to research questions like how and why. It does not 
require control of behavioural events and it does focus on contemporary events (Yin 
2003: 5).  
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According to Metsämuuronen (2003), case study concentrates on understanding the 
phenomenon instead of generalisation. The case study researcher investigates what is 
common and what is unique in the phenomenon. The researcher may, however, find 
common features that may be generalised for a wider context. The focus should still be 
on understanding the phenomenon instead of generalisation. Metsämuuronen (2003) 
also stresses that case study can be considered as an essential strategy for qualitative 
methodology and data collection since the case study approach allows for a variety of 
methods. (Metsämuuronen 2003: 170-171)  
 
Case study has been selected as a research strategy for this Thesis since it 
investigates a contemporary phenomenon within the context of one organisation; and 
the intention for this Thesis was to understand the phenomenon rather than generalise 
the results.  
2.2 Research Design 
 
The research design used in this Thesis is illustrated in Figure 1. 
 
Figure 1. Research design in this study. 
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As seen in Figure 1, this Thesis, first, sets the research problem and examines the 
current situation within the selected country organisations by conducting the current 
state analysis. The purpose for the current state analysis is to identify strengths and 
weaknesses of the current solution generation processes used in the selected country 
organisations. The current state analysis also provides understanding of the topic that 
is then further enriched through investigation of the existing knowledge. Findings from 
the existing knowledge are then used to establish conceptual framework for this 
Thesis. With the results of the current state analysis and information received from the 
existing knowledge, a process proposal framework is established. The findings from 
the current state analysis are then presented and discussed in two workshops.  
 
Workshops were used to establish a general understanding of the process in Finland. 
Based on that, the proposed solution generation process was drafted and the initial 
proposal refined to formulated the final version of the process. The validation interviews 
were held by the Customer Solution Architects and aimed at validating and describing 
the solution generation process, and identifying how the proposed process could 
further be improved. The feedback collected in these interviews was analysed and the 
second process proposal was made based on its result. This second process proposal 
was evaluated by the Sales and the Solution Directors of the case company Finnish 
country organisation. Based on their feedback the process was further developed and 
the final proposal for the new process was defined. 
 
2.3 Data Collection and Analysis Methods 
 
In this study, data for research is collected from multiple sources, and the research 
question is formulated to answer the question why. 
 
The data collection process stated with the current state analysis which was based on 
the material collected from the case company existing documentation and stakeholder 
interviews, as presented in Table 1 below.  
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Data from 
(event) 
Participants Date  Topic Documents 
Interviews Selected stakeholders: 
x Global Program Director 
x Solution Director (SWE) 
x Solution Director (DEN) 
x Solution Director (FIN) 
 
22.1.2013 
19.2.2013 
15.2.2013 
14.2.2013 
Solution 
generation 
practises 
Field notes, 
flip charts, 
PowerPoint 
presentations 
Table 1. Details of Data Collection 1 for the current state analysis. 
 
As seen from Table 1, the participants of the first interviews were the persons 
responsible for the solution consulting in the selected Nordic region country 
organisations. Global Program Director, who works under the case company 
International Business unit, was interviewed for establishing understanding of the 
practices used in the United Kingdom (UK) and used as a reference for Nordic region. 
The interviewer, a Solution Architect in the case company, used to create field notes for 
capturing the data and creating a comprehensive account of the events. The detailed 
field notes collected from all the stages of research allowed for a deeper insight into the 
process. 
 
In addition to the interviews, the current state analysis was also based on the 
examination of the case company documents and the workshops backed up with the 
findings from the existing knowledge and earlier interviews, as an input to Workshop 1 
(shown in Table 2). 
The details of Workshop 1 are presented in Table 2. 
 
Data from 
(event) 
Participants Date and 
Duration 
Topics Documents 
Workshop 1 Selected stakeholders: 
x Solution Director 
x Global Program Director 
x 5 Customer Solution 
Architects 

 
7.3.2013 
8 hours 
Bid team setup, 
CSAs role in 
bids, Bid stages, 
Bid 
dependencies, 
Bid governance, 
Peer and 
governance 
reviews 
Minutes, flip 
charts, 
PowerPoint 
presentations 
Table 2. Details of Data Collection 2 in Workshop 1. 
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As seen from Table 2, the discussion involved Solution Director, Global Program 
Director and fine Customer Solution Architects. In Workshop 1, the findings in the 
current state analyses were presented. It was also used to introduce new 
methodologies to the key stakeholders to establish ground for further development of 
the process in Workshop 2. 
 
The details of Workshop 2 are presented in Table 3 below. 
 
Data from 
(event) 
Participants Date and 
Duration 
Topics Documents 
Workshop 2 Selected stakeholders: 
x Solution Director 
x Global Program Director 
x 7 Customer Solution 
Architects 
x 4 Senior Customer 
Solution Architects 
 
15.3.2013
8 hours 
Story boarding, 
Solution 
blueprint, 
Solution 
material, Cost 
model, Question 
management, 
Assumptions, 
risks, issues and 
dependencies 
(RAID) 
Minutes, flip 
charts, 
PowerPoint 
presentations 
Table 3. Details of Data Collection 2 in Workshop 2. 
 
The work in Workshop 2 focused more on methodologies and tools used within the 
process. As a result of Workshop 2, the first improved version of the solution 
generation process was developed.  It was validated in interviews (shown in Table 4). 
 
Data from 
(event) 
Participants Date Topic Documents 
Interviews Selected stakeholders: 
x Customer Solution Architect 
x Customer Solution Architect 
x Customer Solution Architect 
x Senior Customer Solution Architect 
x Senior Customer Solution Architect 
 
19.3.2013 
19.3.2013 
20.3.2013 
20.3.2013 
21.3.2013 
Proposal 
for the 
solution 
generation 
process. 
Review and 
feedback 
Minutes, 
audio 
recording, 
PowerPoint 
presentation 
Table 4. Details of Data Collection 3 in feedback interviews. 
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As shown in Table 3, following Workshop 2, a series of interviews were conducted with 
the Customer Solution Architects to validate the initial proposal developed in Workshop 
2. These interviews concentrated on further improvements to the solution generation 
process developed in the previous steps. The purpose of these interviews was to align 
the collected suggestions and get fresh commentary for the proposed model (as 
suggested by Yin 2003: 90). The validation interviews were held as theme interviews in 
which the respondents were interviewed for a short period of time, based on a pre-
defined set of open ended interview questions derived from the earlier discussions on 
the solution generation process.  
 
The information received in the interviews was analysed, and this analysis helped to 
further identify the improvements to the first version of the solution generation process. 
Based on the analysis, a new proposal for the solution generation process was 
developed, and a second version of the solution generation process was introduced. 
 
An upgraded proposal based on the results of Workshop 2 was validated in the 
interviews that were held with Solution and Sales Director in the Finnish country 
organisation, as described in Table 5 below.  
 
Data from 
(event) 
Participants Data Topics Documents 
Presentation Selected stakeholders:  
x Solution Director 
x Sales Director 
 
3.4.2013 
Proposal for the 
solution 
generation 
process. Review 
and feedback 
Minute, 
PowerPoint 
presentation 
Table 5. Details of the validation interviews. 
As shown in Table 5, the second proposal for the solution generation process was 
presented and validated with the key stakeholders for feedback and further 
improvement. During these interviews the feasibility of the proposal for the solution 
generation process was evaluated and new improvement suggestions were given. 
Based on this feedback, the final version of the proposal for the solution generation 
process was developed. 
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This combination of process development steps enabled a steady flow of data used for 
data triangulation, a tool for making research more rigorous, as suggested by Yin (Yin 
2003: 99), and its purpose was to get more than one supporting source of evidence. 
 
All the workshops and the interviews were thoroughly documented. The workshop 
documentation included minutes, PowerPoint presentations and flip charts, as well 
written memos kept in the researchers archive. The interviews included questions and 
answers that were collected both as audio recordings and field notes.  
 
2.4 Reliability and Validity 
 
In the quantitative study, the standpoint of the argument about reliability and validity is 
the subjectivity of the researcher, and the researcher itself is considered to be an 
essential research instrument, as well as a potential source of bias. 
 
In this perspective, the main criterion for reliability is to ensure the avoidance of the 
researcher bias (Eskola and Suoranta 1998: 210). The practices of this study strongly 
follow this logic, and special efforts were taken to avoid possible researcher bias. As in 
any other study, the researcher was facing a question if his interpretations of the data 
were justified and in line with research objective. That is, has the researcher 
understood the interviewees right, if the opinions of the interviewees genuinely 
represented their views, and if the researcher interpretations were correct. Eskola and 
Suoranta (1998) argue that credibility of the study can be increased if the researcher 
confirms conformability of his/her own thinking and that of the interviewees. In this 
study, the researcher is deeply familiar with the research topic, which proves that he 
may understand the information received from his interviewees and interpret it 
correctly. It can also be proved by the fact that the researcher has a ten year previous 
experience in the researched topic. As a result, the researcher deliberately focused on 
conducting the study in such a manner that it would concentrate on the information 
received and not on presenting researcher’s own opinions or interpretations.  
 
Other efforts in the study are also directed to reliability. To ensure reliability, the 
researcher paid attention on to establish any interpretations based on single findings 
from the data. The reader should be able to follow step by step the thinking of the 
researcher and, in principle, end up with the same conclusions (Eskola and Suoranta 
1998: 215-216). Any hastily made conclusions present a serious research ethic 
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problem (Larsson 2005: 20). The same logic was applied to the investigation of 
available knowledge. Alasuutari (1995) brings up the issue of source critic which should 
be considered when reliability of the study is evaluated. That means that the sources of 
knowledge, as well as the data collected, should be critically and truthfully analysed. 
The criteria used for reliability assessment depends on their sources, as well as the 
researcher’s perspective used to analyse them (Alasuutari 1995: 95). Again, the 
researcher aimed to conduct the data analysis in such a manner that the interpretations 
were based on thorough analysis and making the research process fully transparent, 
so that the logic of investigation and the results could be repeated by other 
researchers, with arriving at similar findings. 
 
Overall, reliability of the Thesis is secured in three ways: first, by using different data 
sources; second, using different data collection tools; and third, by applying an 
established theory from one area to another. In this study, three rounds of data 
collections were used and included a range of data, obtained from interviews, 
workshops and company internal documents. The data collected formed the research 
database, as suggested by (Yin 2003: 34 – 59), including the documentation, recorded 
interviews, field notes, workshop minutes and flip charts. The theory of this study was 
extended by the existing knowledge from the real projects conducted by both, the case 
company and other companies and used widely in the area of the ICT service industry.  
 
Finally, validity of the Thesis was secured by focusing that the outcome responded 
directly to the research objective set for the study. This was helped by the explicit, 
detailed description of data collection and analysis, the researcher making special 
efforts to report the data thoroughly and in detail.  
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3 Data Collection 1: Current State Analysis 
 
This section examines the current solution generation practises in the case company. It 
looks into the case company global customer lifecycle process in order to understand 
how the solution generation is positioned within this process. It also presents the case 
company general recommendations for the solution generation practises. 
 
3.1 Current Solution Generation Process Based on Internal Documentation 
 
Presently, the case company uses a framework developed internally. This framework  
was developed to ensure, first, that the case company engages only with the 
opportunities it can define as a good business and, second, it can feel comfortable to 
deliver the contract successfully (The Case Company 2013: 2). This framework, which 
is used globally within the case company, established the practices that all Regions, 
countries and divisions within these Regions are required to follow. The framework 
applies virtually all businesses that can qualify as global and starts at the point where 
business opportunity with a particular customer is identified and ends at the contract 
extension or transformation. 
 
The framework identifies seven stages and seven reviews along the existing process, 
as described in Figure 2.  
 
 
Figure 2. Seven stage process of the business cycle (The Case Company 2013b). 
 
Figure 2, however, represent only the biggest part of the existing process. Below this 
top level, there are smaller sub-processes set by Regions, with other review points and 
governance checkpoints that they regard as necessary additions. The role of the seven 
steps and seven reviews of the main process, shown in Figure 2, is to ensure 
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consistency of the process globally and also to enable best practices to be promoted 
using a model that is common across the case company.  
 
Presently, to gain more flexibility within the local the markets, the case company has 
delegated decision making power down in the organisation. In practice, the case 
company has generated rules that describe when the decisions can be made locally 
and when the decisions need to rise higher in the company hierarchy. These rules, for 
example, include such criteria as total contract values (TCV) and expected risks.  
 
Thus, the current process consists of the seven steps and reviews between these 
steps. The reviews themselves call for a certain amount of pre-work to provide 
assurance that the proposals and assumptions stand up to scrutiny. For example, the 
peer reviews are a requirement for all International Business reviews which is strongly 
recommended as best practice to Regions considering any deals which may represent 
complex or high business risk. (The Case Company 2013) 
 
Solution Consultant Architects are mostly involved in Stage 2 to Stage 4 where they 
are responsible for providing the solution material. It is also notable that review making 
is heavily dependent on the solution consulting input. For example, in the Bid / No Bid 
review (BNB), the decision in Stage 2 is based on a higher level solution provided by 
solution consulting.  
 
The case company does not publish detailed instructions on how the solutions are 
defined in practise, and this activity is left for Regions and countries to decide. There is, 
however, a peer review methodology mentioned above and perceived as the company 
best practise that all the case company organisations are expected to follow. The peer 
reviews refers to a set of activities that are designed to bring value to an emerging bid 
by focusing on different specific areas of the bid and sometimes by calling in external 
experts or peers to give additional support.  These events differ from usual reviews 
because they are often on-going activities (minor projects) and do not have decision 
rights and have no gates over the progress of the bid. (The Case Company 2013e)  
 
For example, the case company uses a series of peer reviews called Rainbow events 
during the solution creation process which are involved during the first four stages of 
the customer business cycle. The name Rainbow is used because every peer review is 
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named by colour. The Rainbow events are considered to be as best practice method 
within the company and this methodology is especially strongly used in the UK. 
The Rainbow events start with initial lesson that builds understanding why the case 
company wins and loses business and this information is used for giving guidelines and 
bases for developing a new solution. During the solution generation process, the 
solution is placed under inspection from various different angles for ensuring the 
solution quality and its fit for the customer’s need. In addition, peer reviews examine 
would the contract be considered as good business for the client and the case 
company. The last event closes the circle with lessons learnt review and that again 
focuses on improving the capability to replicate success and avoid failures. (The Case 
Company 2013d) 
 
3.2 Current Solution Generation Process Based on the Results of Interviews 
 
This subsection describes the practises for the solution generation process used in the 
chosen country organisations. This information is based on the results of the interviews 
held with the Solution Directors within the Nordic region country organisations and with 
Global Program Director concerning the current model used in the UK. These 
interviews were held as open-end interviews where the interviewees were only asked 
to describe the solution generation processes, practises, activities and responsibilities 
in the respective country. The case company Seven stage process of the business 
cycle was used to provide a common framework for the interviews. The participating 
country organisations and the interviewees were selected by the Solution Director 
positioned in Finland and this decision was based on his personal judgement from the 
quality and usability of these sources.  
 
It is known that that information received from only one interviewee gives fairly limited 
view on the topic. It does, however, fit the purpose in this context where the intention is 
only to get general understanding of this activity. It should also be noted that the 
interviewees in the Nordic region are responsible for the solution consulting in their 
specific country. In that perspective, the information is valid and accurate. 
 
United Kingdom 
The solution generation process may be considered to start with the selection of the 
Customer Solution Architects. Customer Solution Architects (CSAs) are appointed to 
the cases in UK after the Opportunity review. Resourcing is made by resourcing 
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managers that use the company resources database to find appropriate person for the 
task. In order to help find appropriate resources, CSAs are ranked for different roles. 
Most of CSAs working in the UK are focused on one or more specialist areas called 
Service Towers. Under these towers CSAs have deep technical knowledge and 
understanding, and they are able to provide detailed solutions independently within the 
tower. Among the existing CSAs, there is a limited number of experienced CSAs that 
are considered as Lead CSAs. The Lead CSAs have generally wider understanding 
and experience across the provided services. They are in charge of the solution 
generation which means that they steer Tower CSAs work and coordinate the solution 
generation with other bid team members. This setup aims to establish an  effectively 
organised solution team, with the lead and its responsibilities being clear. 
 
In the UK model, the lead CSAs have wide responsibility for the total solution 
development, and the Lead CSA is responsible for guiding the tower CSAs toward a 
desired solution. In practise, the Lead CSA reviews the results of the tower CSAs and 
verifies the validity of the solution.  The Lead CSA is fully accountable for the whole 
solution and its estimated costs. In addition, Lead CSA is involved in defining and 
shaping the project with project manager, and is ultimately responsible for the project 
costs and its successful delivery.  
 
In the UK model, the initial solution generation begins with storyboarding where the 
account team makes its own interpretation what are the needs that the customer is 
trying to fulfil with its request. Based on this interpretation, the key themes like cost 
savings, increased quality, better uses of resources are chosen. Everyone who writes 
the solution documents are then supposed to keep the themes in mind and write 
solution such, for example, a manner how to fulfil these needs. The danger is that the 
interpretation can also be wrong. Customer stakeholders might have different opinions 
and drivers for the needs. Therefore the themes should match with the ones that 
customer actually uses as the basis in their decision making. 
 
The solution generation in the UK is heavily based on the solution blueprint document. 
The solution blueprint contains a summary of the case, an overall description of the 
customer, the current state of the ICT environment (AS-IS), and the description of the 
desired state (TO-BE) including the service level requirements. This document also 
describes all of the services to be delivered to the customer, the planned service model 
and main processes, and the Transition and Transformation (T&T) project needed to 
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achieve the desired state. Under the solution blueprint, there are more detailed plans 
from each service tower that describes that particular tower area more specifically. The 
need for the customer specific planning rises from the issue that UK provides some 
limitedly productised services, and the offers are then defined per customer. The first 
sketch from the solution blueprint is then provided for the BNB review and is further 
developed through numerous iterations during Stage 3. The solution blueprint is used 
only internally but it serves as the foundation for the development of actual customer 
solution documentation. 
 
Quality of the solution and validity of costs are evaluated through peer reviews. Two of 
the reviews are mandatory to pass to reach to the Bid Approval Review (BAR) and the 
other five are used when applicable. 
 
Finland 
In Finland, solution consultants are also appointed after the Opportunity review. In 
some cases, especially if the size or complexity of the case is high, CSAs might be 
involved already in Stage 1. The resourcing request is placed to the case company 
resourcing portal and the request is directed to manger of the CSA team. The manager 
then appoints the CSA based on his understanding of the available resources and the 
capability needed in the case. For improving the resource sharing across the case 
company Nordic region, the global role framework is also being currently introduced in 
Finland.   
 
In a typical Finnish case, one CSA is primarily responsible for the solution. Other CSA 
may support him if the workload is high or if there is a need for specific knowledge from 
some specialist area. All CSAs are expected to be able to lead the solution generation 
process but the Lead CSA title is not really used. Most CSAs still have one or more 
specialist areas in which they concentrate more. These specialist areas are not 
necessarily driven by technical perspective but instead these areas might include 
topics like public administration, business perspective or international services.  
 
Solution generation is heavily based on the use of productised standard services 
available from the case company Finnish production organisation. With the 
standardised services, the deep technical understanding is not a necessity as the 
technical details of the solutions are already in place. This model also contributes to 
quality assurance. The risks of defined standardised services are considered to be 
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known and managed. Therefore, the quality assurance in the BAR and the Contract 
Approval Reviews (CAR) concentrates in the parts of the solution that are not 
considered to be a standard solution. For ensuring quality the Rainbow events are held 
only in special circumstances. Instead, unofficial colleague inspection is considered to 
be good practise to evaluate the validity of the solution and the costing. 
 
Standardised services also enable service start-up projects to follow standardised 
routines and, therefore, the project managers are expected to be able to define their 
projects independently with a relatively small amount of information needed from 
CSAs. Currently, the flexibility of this model is considered as strength although the 
model is somewhat unorganised and non-process oriented.  
 
Presently, the Finnish country organisation does not have a formal process for solution 
generation.. These activities are based on the way the organisation is used to work, 
and these activities are taken for granted. The Finnish country organisation does 
however follow the Seven stages of the business cycle. The process itself is owned by 
the Sales department. In practise that means that the Sales has the ultimate 
responsibility for the customer.  
 
Sweden 
The Swedish country organisation follows the Seven stages of the business cycle. In 
this model, CSAs are involved in the Stages 2 to 6. Normally, CSAs are first involved in 
the cases after BNB review, and from there mainly responsible for the solution and 
proposal generation in stage 3 and the solution improvement in stage 4.  
 
In Sweden, the Architect team is divided into three different groups. First, there are the 
Lead CSAs / Solution owners that are responsible for the whole solution and its 
costing. Secondly, the tower CSAs help building a more detailed solution in one or 
more specialist areas; and finally, there is Chief Technology Officers (CTO) that are 
responsible for developing the customer technical environment in the Stages 5 and 6. 
 
Solution generation proper starts by making a blueprint for the solution. That document 
includes customer requirements, solution outline, Service Level Agreements (SLAs) 
and the main delivery centres. The document does not necessarily have to be a written 
document. Occasionally, PowerPoint-presentations are used to describe the outline. 
Typical of the Swedish solution generation process is the practice that the solution 
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building is started from scratch also from the technical point of view. Standardised 
productised services are rarely used, and the customer tailored solutions are preferred. 
 
Another specific feature of the Swedish process is that Transition and Transformation 
(T&T) manager is always involved with the cases. Lead CSA deliver the Statement of 
Work (SoW) to T&T manager for outlining the tasks but the cost model building 
remains on CSA responsibility. 
 
The final proposal is presented and accepted in the BAR review before it is sent to the 
customer. The requirement for passing BAR review is that all the major elements in the 
offer need to have sign-off from the managers responsible for that area. That protocol 
therefore means that the case has been reviewed by the managers that will be 
responsible for the delivery if the contract is signed. 
 
Denmark 
When engaging with new opportunities, the Danish country organisation aims to deliver 
the overall solution description with indicative pricing and continue immediately to 
actual contract negotiations. That means that CSAs focus more on Steps 2 and 4 
comparing to other examined organisations. One reason for this may be that typical 
cases are quite small and solutions can be defined relatively fast. In addition, Danish 
country organisation primarily aims to give proposals proactively instead of replaying to 
Request for Information (RFI) or Request for Proposals (RFP).  
 
Typically, CSAs are responsible for most of the proposal material including the T&T or 
project part of it. CSAs request detailed technical knowledge form technical specialists 
when that is needed. In T&T, it is typical that CSA defines overall tasks in the project, 
technical specialists makes estimates from the tasks, and the project managers verify 
the planned project and defines the milestones for the project. 
 
The Danish country organisation aims to establish the proposals and agreements for 
Danish country organisation standard documents. There is also a formal process in 
place in case these standard documents need to be modified. This process is needed 
because these documents are also used as solution blueprints for the service, 
especially when the work is done outside Denmark. 
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Quality of the proposal is evaluated by the peer reviews. Danish country organisation 
aims to evaluate all the proposals from different angles before they are ready for the 
official reviews. These reviews follow the global process review principles. 
 
The CSA organisation was smallest in the examined country organisations. The 
process used in Denmark also reflects the size of the country organisation. The Danish 
customer process appears to relate closely with the Seven stage process of the 
business cycle, although in Denmark it had actually ten distinct steps involved in the 
process.  
 
3.3 Summary of the Strengths and Weaknesses of the Current Solution Generation 
Process 
 
Based on the information presented about the solution generation processes in 
different country organisations, it appears that there are quite a lot of similarities within 
these countries’ organisations. For example, it seems that all of these organisations are 
following at least the four first stages of the case company global Seven stages of the 
business cycle process. It also appears that CSAs are mainly involved in the cases 
after BNB review, after Stage 2. As for CSAs, they are mostly responsible for the work 
done in Stages 3 and 4. Resourcing appears to follow the process oriented manner, 
and there is already some work done in the Nordic region to standardise the role 
descriptions and competence profiles to improve the resourcing across their country 
organisations. There are however implications that only the team managers are able to 
identify the needed resources and their availability in all presented organisations. 
 
From the presented information, the following strengths and weaknesses can be 
identified. The data findings can be categorised into eight groups that all seem to have 
relevance for the development of the solution generation process. 
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Roles, Competences and Resourcing 
The UK organisation appeared to have strongest methodology towards defining the 
CSA roles and competences for solution generation. This setup gives solid background 
for better resourcing results. At the same time, it should be noticed that the CSA 
organisation requires more resources as compared to all the resources combined in 
the Nordic region. In the Nordic region, the aim is to create a joint resource pool from 
where the resourcing managers could search for the needed resources. It appears that 
the weakest role definition is in Finland, but at the same time it is considered that the 
members of the CSA team are generalists that are expected to flexibly adapt to 
different situations. Finally, most of the researched organisations tend to make 
difference between Lead and Tower CSAs to define responsibilities and expectations. 
 
Project Team Building and Project Governance  
It appears that team building has presently a somewhat undefined process. Initially the 
needed resources and budget for using these resources are defined in the BNB review. 
The bid responsible, usually Account Manager, places the resource request into 
resource request portal. The team fulfils itself when it recognises the need for specific 
specialist in the area, or if more resources are needed to finalise the solution in the 
given schedule. Currently, there are no documented practises how team should 
organise itself but the common practise is that the Account Manager convenes the first 
team kick-off meeting where the upcoming actions are agreed. Currently, there is no 
standard agenda for this or the next follow-up meetings. 
 
Storyboarding 
It appears that storyboarding mostly used in the UK gives a good starting point for 
making the proposal for the customer. It gives a structure to the proposal material and 
guides all the participants towards the same goal. Without this guidance it is possible 
that the final proposal could include individual sections that are loosely linked to each 
other. The material then becomes hard to read and it is evident that the overall 
message or customer proposition may be missed by the document reader. It is also 
questionable if the value proposition even can exist if it is not defined in the very 
beginning of the solution generation process.  
 
Peer Reviews 
Despite the fact that the peer reviews are considered to be a best practice method, 
they are used in the Nordic region only in special circumstances. These circumstances 
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are, for example, an exceptionally wide contract measured by a standard contract 
value, or any additional risks involved in delivering the services. The main reason for 
not following this best practice is a relatively high pre-work that every of these reviews 
causes. It is also typical that only the most important governance reviews are held. In 
addition, it currently seems to be a bit unclear how this best practice is decided if the 
events should be held or if held outside the Nordic region. There are however global 
guidelines for peer team nomination in the company. It seems that whether or not these 
peer reviews are held is decided in the business stage reviews and, in fact, sometimes 
a successful peer review becomes a pre-requisite for solution to pass the BAR review. 
 
Solution Blueprinting 
All the examined organisations, expect the Finnish country organisation, are using 
solution blueprinting as a basis for solution generation. The purpose for the document 
is to describe, for example, customer requirements, solution outline, service levels, 
production model and main delivery centres. In addition, the document can also 
describe the services which lie outside the scope and possible relations to third parties. 
The solution blueprint is supposed to be an internal document, and it should provide 
the reader with the understanding how the service is planned to be delivered in 
practise. As the document is internal, it can also describe quite freely possible risks, 
know issues and the mitigation plan for those. 
 
Solution Building 
In Sweden and especially in the UK, the solution building is based on solution blueprint, 
and the offered services are tailored for every customer. In the Finnish and Danish 
country organisations, the solutions are based on available productised services. All 
the examined organisations, tough, deliver quite similar outputs. In principle, the 
Customer Solution Architects are responsible for providing the actual solution and its 
cost model. The solution includes a written document that describes the solution on an 
adequately detailed level. The provided documents are comparable and do not differ 
widely from each other. In Finland, costing is mainly formatted as an Excel spreadsheet 
that is developed internally and focuses on costing the Finnish service production 
services. Other examined organisations mainly used Excel-spreadsheet that is in use 
in the company globally.  
 
The Transition and Transformation planning is part of the solution building in all 
examined organisations. It appears that in Finland the project managers were assumed 
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to work more independently and with a relatively small amount of input comparing to 
other organisations where the Solution Architects are responsible for defining the 
project tasks and related costs. It is also noteworthy that in Finland the PRICE2 is 
under introduction and the organisation still tends to use its proprietary iPro-project 
management methodology. Therefore, the document material and terminology varies 
between Finland and other examined organisations. 
 
According to the information received, all of the examined organisations work in a 
relatively similar manner and the outputs are relatively similar. Major differences 
appeared to be in costing and Transition and Transformation where the documents and 
responsibilities differ significantly between Finland and other examined organisations. 
 
Quality Assurance 
It appears that that UK has the most process oriented approach to quality assurance. 
The requirement for two mandatory governance reviews and optional peer reviews are 
expected to filter out the most erroneous parts in the design before the case can enter 
for BAR review. In Sweden, the solutions reviewed are sign-offed by the managers that 
will be responsible for the delivery if the contract is signed. In Finland, the use of 
productised services is expected to guarantee that the services are deliverable and 
related costs are known. In addition, colleague reviews are used in Finland as a 
recommended practise although they are not an official requirement.  
 
It seems that the process oriented UK method makes the most in-depth examination of 
the solution and costing but, at the same time, it causes additional work and 
bureaucracy. The Swedish practise aims to gain reliability with less bureaucracy but it 
is questionable if the managers are able to understand the solution and its costing 
deeply enough. Finally, in Finland it is expected that the productised services provide 
adequate reliability. It should also be noticed that the cases vary significantly from each 
other by the size and scope. Therefore, it is questionable if there is really one standard 
method that would fit all cases. Nevertheless, every solution should be independently 
checked and validated before the final proposal is sent to customer. 
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3.4 Strengths and Weaknesses Summary Table 
 
Section 3 presented the current solution generation practises in use within the case 
company globally and in the selected Nordic country organisations. This information 
has been analysed in order to identify what are the solution generation practise 
strengths and weaknesses in the presented organisations. This information is 
presented in Table 6 in a summarised form. 
 
Country Strengths Weaknesses 
Global Process x Process orientation 
x Solution improvement 
through peer reviews 
x Solution quality assurance 
through governance reviews 
x Bureaucracy 
x Lack of flexibility and 
adaptability 
United Kingdom x Solution pre-work and 
guidance through 
blueprinting and 
storyboarding 
x Clearly defined roles and 
responsibilities 
x Team governance 
x Solution improvement 
through peer reviews 
x Solution quality assurance 
through governance reviews 
x global compatibility 
x Lack of productised services 
x Additional bureaucracy 
x Lack of flexibility and 
adaptability 
Finland x Process oriented resourcing 
x Product Portfolio and 
Productised services 
x Flexible and efficient 
working methods 
x Service start-up / project 
model 
x Lack of process description 
x Unclear roles and 
responsibilities 
x Unorganised quality 
assurance 
x Lack of Global compatibility 
Sweden x Blueprinting 
x Defined roles especially 
CTOs  
x Sign-off methodology used 
to pass reviews 
x Global Compatibility 
x Lack of productised services 
Denmark x Proactive proposal delivery 
x Standard documentation 
x Defined process for Service 
Description change 
x Lack of resources 
x Unclear roles and 
responsibilities 
Table 6. Summary of the strengths and weakness of the existing case company 
practices in solution development. 
 
It should be noted that the customer cases vary in numerous ways such as the size, 
services included and geographical area. That also makes impact on the interpretation 
of possible the strengths and weaknesses in the process. It is obviously, for example, 
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that larger and complex cases need lots of resourcing and managing these resources 
needs appropriate governance and quality assurance to ensure the quality of service in 
the case. At the same time, smaller and simpler case would suffer from extra 
bureaucracy and would drive the focus from the actual solution generation. The 
findings form the current state analysis presented in the form of strengths and 
weaknesses give solid foundation for further development of the solution generation 
process. 
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4 Existing Knowledge on Process Design and Improvement 
 
This section presents existing knowledge that can be used for establishing a general 
framework for the solution generation process. It is aimed to investigate what would 
adopted as best practice for the process design, management and improvement.  
 
The existing knowledge starts with introducing two process models, Stage-gate and 
Waterfall, which are used widely in the ICT industry especially within software 
development. After introducing these process models, their key elements and activities 
within the processes are presented. This is performed by presenting ITIL and CMMI 
approaches to process management. These frameworks are also used to identifying 
the tools for process control and process development. Finally, PRINCE2 is introduced 
from the process control and governance point of view. In the end of this section, the 
items found in the current state analysis, that are not currently used in Finland but 
perceived valuable by the researcher, are evaluated through the lenses of existing 
knowledge. The purpose is to find supporting evidence and thus increase validity of the 
identified items later included in the proposed model.  
 
4.1 Stage-Gate Process 
 
Stage-gate process is a conceptual and operational road map for moving the idea from 
a vague vision to launch within product development projects. This process model was 
first introduced by Cooper in 1985.  
 
The Stage-gate model recognises that a product innovation is a process and therefore 
the product innovation can be managed like other processes. Stage-gate system 
divides the innovation process into a predetermined set of stages. These stages are 
composed from a group of prescribed, related and often parallel activities. Between 
each stage there is a quality control checkpoint or gate. For each gate there is set of 
deliverables specified for that particular gate, a set of exit criteria and an output. 
Outputs are decisions like Go, Kill, Hold or Recycle and an approval of an action plan 
for the next stage. (Cooper 1990: 44-46)  
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According to Cooper (1990), Stage-Gate systems usually four to seven stages and 
gates. A typical system is presented in Figure 3.  
 
 
Figure 3. Typical Stage-gate model (Cooper 1990: 46). 
 
As shown in Figure 3, the process starts with the evaluation of the idea. Initial 
screening is the first decision to commit to resources to project and giving tentative 
commitment to it. The criteria of Stage 1 are usually qualitative and include topics like 
strategic alignment, technical feasibility, competitive advantage and opportunity 
attractiveness. Stage 1 determines the technical and marketplace merits of the project. 
It is a quick review of the project and its activities included a preliminary market and 
technical assessment. In Gate 2, the criteria usually concentrate to topics like synergy 
models, market attractiveness and competitive situation, elements of product 
advantage and profit potential. In addition, the project should still meet the criteria set in 
the Gate 1. (Cooper et al. 1993: 26) Typically, each further stage becomes more 
expensive than previous. At the same time, the quality of the information improves and 
therefore the risk becomes more manageable. (Cooper 1990: 44-46) 
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In Stage 2, the business case is developed. The stage defines the product and verifies 
the attractiveness of the project. Typical Stage 2 activities include the user needs and 
wants study, a competitive analysis, the concept testing, technical and manufacturing 
appraisals legal, patent and regulatory assessments and detailed financial analysis. 
The Gate 3 criteria is rigorous repeat of the Gate 2 as well a critical finance and risk-
return review (Cooper et al. 1993: 27) 
 
Stage 3 is about development and ends to lab-tested prototype of the product. Stage 3 
emphasizes technical work with marketing and manufacturing proceeds in parallel. 
Work done in Stage 3 is usually an iterative process as the all involved pieces start to 
take shape and affect to each other. The work done in Stage 3 is examined in the Gate 
4 and it is defined to be post-development review. (Cooper et al. 1993: 27) 
 
In stage 4, the entire project is tested and validated including the product, the 
production process, customer acceptance and the economics. The tasks in this stage 
include activities like product tests, user trials, pilot production, market pre-tests and 
revised financial analysis. The Gate 5 is about pre-commercialization business analysis 
and opens full production or operations start-up. The passing criteria for Gate 5 focus 
on quality of efforts, appropriateness of production and launch plans and financial 
viability of the product. (Cooper et al. 1993: 27-28) 
 
Stage 5 is devoted to full production and market launch and it involves putting the 
marketing launch plan and production or operations plan in motion. After a while, 
typically from six to eighteen months, the management reviews the projects 
performance to assess its strengths and weaknesses to identify what to do better in the 
next project. (Cooper et al. 1993: 28) 
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4.2 Waterfall Model 
 
The Waterfall model is based on sequential steps that are taken one after another with 
iterative relationship between the steps. This model was originally introduced in the 
software development was by Royce in the 1970 (Royce 1970) and is shown in Figure 
4. 
 
 
Figure 4. Waterfall model. 
 
As seen in Figure 4, the process starts by defining Requirements that are fed to the 
next step. In this step, the Design needs to fulfil this set of requirements. After the 
Design is ready the Implementation is made based on the Design. The Implementation 
will be verified in the Verification step and finally the actual product will be placed under 
Maintenance. All of the steps have feedback to previous steps. The process is based 
on the assumption that the possible issues within the step is caused by previous steps 
and therefore the correction needs to be made in previous steps before process can 
continue to next step. The Waterfall model steps vary and are affected by the purpose 
it is used for. The basic principle, however, remains the same. 
 
4.3 The Information Technology Infrastructure Library, ITIL 
 
The Information Technology Infrastructure Library (ITIL) is a set of practices for IT 
service management (ITSM) that focuses on aligning IT services with the needs of 
business. It is chosen for this study because the case company service delivery 
processes are mainly based on ITIL. It is considered to be industry standard 
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methodology and the markets keep ITIL compliancy as granted. After presenting the 
overall picture from ITIL this Thesis concentrates more in topics that relates with 
solution generation. In the ITIL Core library that topic is mostly elaborated in Service 
Strategy and Service Design publications. 
 
Basis for ITIL was developed in United Kingdom when the government investigated 
and documented how most successful organisations approached IT service 
management (ITSM) and how IT supports their businesses. In the late 1980s and early 
1990s, a series of books was produced on this topic. This series was then entitled as IT 
Infrastructure library. ITIL had development since its first versions and has gone 
through many refreshes. Development of the current version, ITIL v3, was started at 
2004 and it was published in 2007. Target for this refresh was to take into 
consideration the changes in technology and the challenges IT service providers face.   
ITIL remains most recognised framework for ITSM in the world. (Office of Government 
Commerce 2007d: 3) 
 
The publisher of ITIL describes the ITILs popularity as follows: 
 
ITIL is intentionally composed of a common sense approach to service 
management - do what works. And what works is adapting a common framework 
of practices that unite all areas of IT service provision toward a single aim - 
delivering value to business. (Office of Government Commerce 2007d:3) 
 
The current version of ITIL consists from ITIL Core and ITIL Complementary Guidance. 
The ITIL Core holds best practise guidance for all organisations that provides services 
to businesses. ITIL Complementary is set of publications that are targeted to give 
guidance to specific organisations like industry sectors, organisation types, operating 
models and technology architectures. (Office of Government Commerce 2007c: 7). 
This Thesis will not concentrate to ITIL Complementary but the ITIL Core will be 
inspected more carefully.  
 
The ITIL Core library consists from five elements which together form a functional 
service management system. Each element provides an integrated approach that is 
required by ISO/IEC 20000 standard specification. ISO/IEC 20000 provides a formal 
universal standard for service management for audition and certification purposes. ITIL 
Core provides the guidance how to reach that standard. The five ITIL Core publications 
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are Service Strategy, Service Design, Service Transition, Service Operation and 
Continual Service Improvement, which is the suggested sequence of the service 
management process. Each of these elements addresses the capabilities that have 
direct impact on service provider's performance. The structure of the ITIL Core is 
presented in the form of the service lifecycle as seen in Figure 5.   
 
 
Figure 5. ITIL Core (Office of Government Commerce 2007c: 8). 
 
This structure is intended to ensure that organisations are set up to leverage 
capabilities in one area for learning and improvements in others. The core should 
provide structure, stability and strength to service management capabilities with 
durable principles, methods and tools and serves to protect investments. It provides 
basis for measurement, learning and improvement. (Office of Government Commerce 
2007c: 7) 
 
The solution generation process focus mainly concentrates in the Service Strategy and 
Design parts as these parts are devoted to design and development of services. These 
two parts offer different approach to the topic. Together they present comprehensive 
guidance for solution generation and, thus, give good input for the solution generation 
process proposal. 
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The Service strategy in ITIL contemplates IT services from value creation point of view. 
It gives good basic aspects what should be kept in mind during solution generation. 
Based on the ITILs Service strategy the value itself is not only measured in the terms of 
business outcomes. Value is dependent also on personal perceptions. Because of that 
the IT service providers should demonstrate the value, influence to the perceptions and 
respond to customer preferences. Obviously also the actual cost of the service matters. 
One important thing that ITIL's Services strategy point out is the fact that the customers 
really don’t buy services. They acquire fulfilment to particular needs. It is only offered, 
bought and provided in the form of a service. (Office of Government Commerce 2007c: 
31) 
 
4.3.1 Designing Processes 
 
ITIL has its own model that is used for basis to design ITIL processes used in Services 
Lifecycle defined in the Service Design publication. It is intended to help articulate 
distinctive features of a process. According to the ITIL description, the process is a 
structured set of activities designed to accomplish a specific objective. (Office of 
Government Commerce 2007b: 42). The process takes one or more inputs and turns 
them into defined outputs. Process defined by ITIL includes the roles, responsibilities, 
tools and management controls required to reliably deliver the outputs. 
 
According to ITIL, the defined processes should be documented and controlled. In 
terms of ITIL, the process controlling means planning and regulating a process to make 
it effective, efficient and consistent. Processes under control can be repeated and 
become manageable. Degrees of control over the processes can be defined and then 
process measurement and metrics can be built into the process to control and improve 
the process. (Office of Government Commerce 2007b: 42). 
 
The ITILs generic process elements are illustrated in Figure 6 and show how the inputs 
entered into the process are processed, what are the process enablers and how the 
process is controlled. It also shows the output and how the outcome is measured, 
reviewed and used to improve the process.  
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Figure 6. The generic process elements in ITIL (Office of Government Commerce 
2007b: 43). 
 
According to ITIL, this basic description shown in Figure 6 supports any process 
description. Additionally, the process is organised around a set of objectives. All 
outputs should be driven by these objectives and should be based on process 
measurements (metrics), reports and process improvement. (Office of Government 
Commerce 2007b: 43). 
 
According to ITIL, every process should be owned by process owner that is responsible 
for the process, its improvements and to assure that the process meets its objectives. 
By ITIL the objectives of any IT process should be defined in measurable terms and 
should be expressed in terms of business benefits and underpinning business strategy 
and goals. Produced process output should comply with the operational norms that are 
derived from business objectives. Norms define certain conditions that the result should 
meet. If the output complies with the set norm, the process can be considered to be 
effective. In case the activities can be executed with minimum use of resources the 
process can also be considered to be efficient. In addition, ITIL guides that process 
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analysis, results and metrics should be incorporated in regular management reports 
and process improvements (Office of Government Commerce 2007b: 43). 
 
4.3.2 Measuring Processes  
 
According to ITIL, it is possible to work in a more efficient and effective manner, if the 
organisations would better define its actions, necessary inputs and the outputs of the 
processes. Measuring and steering the activities increases the effectiveness and finally 
adding the norms to processes enables the use of quality measures to output. To 
establish if the process activities contributes optimally to the business goal and the 
objectives of the process, aligned with business goals, the effectiveness should be 
measured on a regular basis. Measuring allows for comparison of what has actually 
been done with what the organisation set out to do, and to identify and implement the 
improvements within the process.  
 
ITIL points out that measurements and metrics should be carefully selected as well as 
the methods producing them. The metrics and measurements chosen actually affect 
and change the behaviour of people working within the activities and processes being 
measured especially when there are personal or team performance incentives involved 
with the measured processes. ITIL suggests that only measurements that encourage 
progression towards meeting business objectives or desired behavioural change 
should be selected. (Office of Government Commerce 2007b: 44). 
 
As a guideline for process measurements, ITIL suggests that selected measurements 
should be appropriate for capability and maturity of the process being measured. 
Immature processes are not capable supporting sophisticated measurements, metrics 
and measurement methods. According to ITIL, there are four types of metrics that can 
be used to measure the capability and performance of processes. Firstly, the progress 
describes the milestones and deliverables; secondly, the compliance measures 
process for governance requirements, regulatory requirements and compliance of 
people to the use of the process. Thirdly, effectiveness measures the accuracy and 
correctness of the process and its ability to deliver desired result. Fourthly and finally, 
efficiency measures the productivity of the process, its speed, throughput and resource 
utilisation. (Office of Government Commerce 2007b: 44). 
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According to ITIL, the measurement and metrics should develop and change as the 
maturity and capability of a process develops. With immature processes, the first two 
levels of metrics should be used to measure the progress and compliance. When the 
maturity develops, more focus should be placed on effectiveness and efficiency 
metrics. 
 
4.3.3 Improving Processes  
 
After the organisation has defined the processes in such a manner that it can be 
reviewed, assessed or audited for its successful achievement, the organisations should 
define how to use the gathered information to manage and improve the processes. ITIL 
suggests the Deming Plan-Do-Check-Act cycle for this purpose. (Office of Government 
Commerce 2007b: 43-44) As described in Figure 7 below, the Deming quality 
improvement circle includes four key stages after which a phase of consolidation 
prevents the circle from rolling back down the hill. (Office of Government Commerce 
2007: 29).  
 
Figure 7. The Deming Cycle (Office of Government Commerce 2007: 29). 
 
As seen from Figure 7, the cycle is underpinned by a process-led approach to process 
management where defined processes are in place, the activities are measured for 
compliance to expected values and outputs are audited to validate and improve the 
process. (Office of Government Commerce (2007: 29) 
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In Plan-phase of this cycle, illustrated in Figure 7, goals and measures are established, 
gap analysis is performed, action steps to close the gap are defined and measures to 
ensure the gap was closed are established and implemented. The Do-phase includes 
development and implementation of a project to close the identified gaps, 
implementation of the improvement to service management processes, and 
establishing the smooth operation of the process. In the Check-phase, the 
implemented improvements are compared to the measures of success established in 
the Plan-phase. This comparison determines if the gap still exists between the 
improvement objectives and the operational process state. At the Check-state, the 
expected output is recommendations for improvement. The Act-phase requires 
implementing the actual service and service management process improvements. A 
decision to keep the status quo, close the gap or add necessary resources need to be 
made to determine if further work is required to close remaining gaps and to allocate 
resources necessary to support another round of improvement. At this stage, project 
decisions become the input for the next round of the Plan-Do-Check-Act cycle, thus 
closing the loop as input to the next Plan stage. (Office of Government Commerce 
2007: 29) 
 
4.4 Capability Maturity Model Integration 
 
According to Software Engineering Institute (SEI), CMM is simplified representation of 
the world. CMMs focus on improving processes in an organisation and contain  
essential elements of effective processes. They describe an evolutionary improvement 
path from ad hoc, immature processes to disciplined, mature processes with improved 
quality and effectiveness. (SEI 2010: 4) 
 
The development of Capability Maturity Models (CMM) was started in the 1930s. At 
that time, processes were improved through principles of statistical quality control. This 
principle has since being further developed and extended. In the 1980s, this work was 
applied to software development and many of the Capability Maturity Models still are 
based on the same basic principles. (SEI 2010: 4-5) 
 
SEIs Capability Maturity Model Integration (CMMI) provides guidance to use when 
developing processes. According to SEI (SEI 2010: 5), CMMI models are not 
processes or process descriptions. The reason is because actual processes used in an 
organisation depend on many factors, including application domains and organisation 
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structure and size. In particular, the process areas of a CMMI model typically do not 
map one to one with the processes used in different organisations.  CMMI supports a 
continuous process improvement program and has been applying CMMI to benchmark 
the case company application delivery capability and associated engineering 
processes since 2003.  
 
Software Engineering Institute (SEI) has identified several dimensions that organisation 
may focus on when looking for the ways to improve their businesses. Figure 8 presents 
three critical dimensions which organisations typically focus on: people, procedures 
and methods, and tools and equipment. 
 
Figure 8. Three Critical Dimensions to improve business (SEI 2010: 4). 
 
According to SEI (2010: 4), many contemporary organisations in manufacturing and 
service industries recognize the importance of quality processes. Process helps an 
organisations workforce to meet business objectives by helping them to work smarter, 
not harder, and with improved consistency. Effective processes also provide a vehicle 
for introducing and using new technology in a way that best meets the business 
objectives of the organisation. 
 
CMMI is typically based on five levels of increasing maturity, as described in Table 7 
(Koch 2005).  
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Table 7. Capability Maturity Model Integration, CMMI (Koch 2005: 3). 
 
Maturity level 1 is called Initial and it characterized by Heroic Efforts. In this level, the 
CMMI does not identify any process areas. Every organisation starts from this level and 
regardless how good their processes are as long organisation can design, develop, 
integrate and test those. Maturity level 2 is called Managed and is characterized by 
Basic Project Management. In this level, the process areas deals with management 
and instead of technical issues. In Maturity level 3, called Defined and characterized as 
Process Standardisation, the process areas fall into three categories. These categories 
are technical, process management and management. 14 process areas in this level 
provide a full complement of disciplined processes for the organisation. Disciplined 
processes established in Levels 1 to 3 are able to provide quantitative feedback from 
the processes needed in Maturity level 4, which is called Quantitatively Managed and 
characterized as Quantitative Management. In other words, in this maturity level the 
processes are managed based on facts. With all that was established in Levels 1 to 4 
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the organisations is able to reach Maturity level 5. In this level, called Optimizing and 
characterized as Continuous Process Improvement, organisations are able to 
understand and correct root causes of the problems and reach ongoing performance 
improvement. (Koch 2005) 
 
Simultaneously, capability levels are measured with four layers of ongoing process 
improvement and designated by numbers from 0 through 3, namely: Incomplete, 
Performed, Managed and Defined. A Capability level for process area is achieved 
when all the generic goals are satisfied up to that level. The Incomplete process that 
either is not performed or is partially performed. One or more of the specific goals are 
not satisfied and no generic goals exist. In the Performed level, the process satisfies 
the specific goals of the process area. In the Managed level, processes are planned 
and executed accordance with policy, employs skilled people having adequate 
resources to produce controlled outputs, involves relevant stakeholders, is monitored, 
controlled, reviewed and is evaluated for adherence to its process description. At 
Defined level, managed processes is tailored from the organisations set of standard 
processes according to the organisation’s tailoring guidelines. It has maintained 
process description and contributes process related assets to the organisational 
process assets. (SEI 2010: 23-24) 
 
4.5 PRICE2  
 
In 1989, the UK government developed PRINCE to be as a standard approach to IT 
project management for central government purposes. After that, it has been evolving 
and has become a generic, best practice approach to be regarded to be suitable for the 
management of all types of projects, and has a proven record outside both IT and 
government sectors. (International Learning Xchange 2013) 
 
The Office of Government Commerce (OGC) has continued its work to develop and 
improve PRICE and the current version called PRINCE2 was published in the year 
2009. According OGC, PRINCE2 is currently extensively used in more than 150 
countries and it is widely considered as the leading method in project management with 
over 20.000 organisations using it. (Office of Government Commerce 2009) 
 
The case company is using PRINCE2 within all of its projects globally. The solution 
generation process itself can also be perceived as project. Therefore, it is important to 
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see if PRINCE2 could contribute something to its process development although 
PRINCE2 can be considered as too heavy framework for most of the bidding cases.  
4.5.1 Controlling Processes 
 
PRINCE2 presents hands-on approach to starting projects and project governance 
activities during the projects lifetime. Same PRINCE2 guidelines can be used for 
processes, especially when it involves multiple people and activities. There are six 
activities in the PRINCE2 Starting up a project process, and they are: a) appoint the 
Executive and the Project Manager, b) capture previous lessons, c) design and appoint 
the project management team, d) prepare the outline business case, e) select the 
project approach, and f) assemble the project brief and plan the initiation stage. (Office 
of Government Commerce (2007d: 122). 
 
According to PRINCE2, the projects need a decision maker with appropriate authority. 
That means an Executive who presents the interest of the business stakeholder and 
the appointment of the Executive is a pre-requisite to ensuring that the project is 
justified. The appointment of Project Manger allows for the project be managed on day-
to-day basis on behalf of the Executive. After the Executive and Project Manager has 
been chosen, PRINCE 2 suggests that the Lessons learnt workshop should be held to 
influence decision making and actions. This capture from the previous projects should 
be used to gain information on potential weaknesses and strengths of the processes, 
procedures, techniques and tools used. (Office of Government Commerce 2007d: 123-
124). 
 
According to PRINCE2, the project needs the right people in place, with the authority, 
responsibility and knowledge to make decisions in a timely manner. The project 
management team needs to reflect the interests of all parties who will be involved. 
When the project management team is in place, the next step is to prepare the outline 
Business Case if that has not already been done. The Business case that states why 
the work is worth doing and it gives justification for the whole project. PRINCE2 
stresses that, before any planning of the project can be done, decision must be made 
regarding how the work of the project is going to be approached. This approach then 
influences all of the project strategies to be created. (Office of Government Commerce 
2007d: 124-128). 
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4.6 Items Identified in the Current State Analysis 
 
This section inspects some of the items identified in the current state analysis 
especially these items which are not actively used in the Finnish country organisation. 
It aims to find supporting evidence from existing knowledge and increase validity of the 
items that ate later used in the proposed model.  
 
The storyboarding can be perceived as part of Customer Value Proposition (CVP), and 
give solution to the issue ITIL describes by the phrase: "Customers do not buy 
services; they buy fulfilment of particular needs". (Office of Government Commerce 
2007c).  As Andersson et al. (2006) note, it is exceptionally difficult to find examples of 
value proportions that would resonate with customers. In their study, they found that 
most value propositions make claims of savings and benefits to the customer without 
backing them up. (Andersson et al. 2006: 91). ITIL points out that it is incumbent for 
service providers to demonstrate value, influence perceptions and respond to 
preferences. (Office of Government Commerce (2007c: 31). In the case company, the 
storyboarding is officially part of the peer reviews and it is perceived as a best practise 
method by International Business, although it is not a mandatory step of the proposal 
building. 
 
The peer review methodology appears quite similar with the Six Hats methodology 
presented by Edward de Bono (1999). He suggests that thinking is like putting on a 
particular hat, and the colour of the hat presents the role of the thinker. The aim is that 
the thinker can focus on one aspect of a situation at a time and get deeper 
understanding of the issues that arises from that perspective. (Kenny 2003: 107). 
 
The solution blueprint is usually perceived to be based on the methodology first 
presented by Shostack (1982) used to visualize services processes by two-dimensional 
picture of a service process (Fließ and Kleinaltenkampb 2004: 396). The case 
company solution blueprint goes beyond that as it describes how the services are 
provided in practise, also in written format. Sometimes it is also perceived that 
presentation (PowerPoint) format fulfils the need for the solution blueprint. In Finland, it 
is perceived that the usage of standardized and productised services dismiss the need 
of the solution blueprint as the available service descriptions in a way defines the 
service outline. There is, however, a debate on-going if and when the blueprinting 
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should be used or not. This Thesis follows the global guidelines of the case company 
and perceives the blueprinting as a best practise.  
 
Solution Building, especially in Finland, resembles the use of the ITILs Service 
Portfolio. According ITIL, the Service Portfolio consists of Service Catalogue, Service 
Pipeline and Retired services. The Service Pipeline consists of services under 
development and represents the service providers future growth and strategic outlook. 
The services that are phased out or retired are placed to Retired service. The services 
in the Retired services are no longer available to new customers without a special 
business case, but all the commitments with existing are still fulfilled. Additionally, 
Service Catalogue can be useful for developing suitable solutions for customers as the 
items can be configured and suitably priced to fulfil a particular need. It presents 
service providers actual and present capabilities to what provider can commit now. The 
Service Catalogue is typically visible to customers and consists of the services 
presently active or approved to be offered to customers. (Office of Government 
Commerce 2007c: 74-76) 
 
4.7 Conceptual Framework 
 
The section has described two process models, Stage-Gate and Waterfall, which are 
widely used in the ICT-industry and give solid ground for establishing a solution 
generation process. Stage-Gate is mostly utilised in product development projects but 
its principles can still be utilised also for other process. The Waterfall model, in its turn, 
was first introduced for software development but since then found itself useful also in 
other contexts. Similarly, the Stage-Gate system was originally developed for quoting 
the product development process. Both basic concepts can be applied other purposes, 
such as the process used in the case company Seven stage process of the business 
cycle is following similar overall steps. Therefore, it is natural that the new process 
proposal for the solution generation process could follow the same principles. The 
gates have already been fixed in the company Seven stage process of the business 
cycle, and therefore, the Waterfall model can be chosen to form a structure for the new 
process.  
 
ITIL, CMMI and PRINCE2 were introduced because the case company utilises them 
already in its Service delivery, Transform and Transition projects and in process 
efficiency evaluations. These methodologies are considered to be as-is standards for 
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the industry, and therefore, the findings from these methodologies are generally 
accepted. 
 
This section also looked into some potential approaches for measuring, review and 
improving processes. From the material presented, ITIL gives instructions how to 
approach design and measurements of the processes. ITIL also utilizes the Deming 
Plan-Do-Check-Act cycle, which can also be used for improving and developing the 
solution generation process.   
 
CMMI model describes how to evaluate the quality of the process through the 
principles of quality control. Finally, the project management method PRINCE2 was 
included to add methods for bigger project control and management. For the actual 
project execution, this Thesis considers PRICE2 to be somewhat excessively heavy 
method, and therefore, not perhaps exactly suitable for the purpose expressed in the 
research objective.  
 
As a synthesis of the chosen frameworks, it can be concluded that if the solution 
generation process for the case company is to be well-built, well-described and 
functional, it needs to follow the best practice models described in Section 4. They are 
summarized in Table 8 below. 
 
Framework Purpose / which part to be applied Why introduced / used? 
Stage-Gate Process flow and the stages in this flow- 
Entrance and exit criteria. 
Possible process model for 
the solution generation 
process. The case company 
global customer lifecycle 
process follows this model. 
Waterfall Process flow and the steps in this flow. 
Feedback system between the steps.  
Possible process model for 
the solution generation 
process. 
ITIL Generic process elements: inputs, 
outputs, process enablers, process 
control, measurement, review and 
improvement.  
 
Process development with Deming Cycle. 
The case company already 
utilizes ITIL for in its service 
delivery. 
CMMI Maturity models contribute for continuous The case company already 
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process improvement. 
 
The three critical dimensions of people, 
procedures and methods, and tools and 
equipment. 
utilizes CMMI for analysing its 
process efficiency 
PRINCE2 Governance activities during the project 
lifetime. Same guidelines can be used 
with processes especially when it involves 
multiple people and activities.  
The case company already 
utilizes PRINCE2 for 
governing its Transition and 
Transformation projects 
Table 8. Conceptual framework for this study. 
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5 Building Proposal for the Solution Generation Process 
 
This section describes the development of the first version of the solution generation 
process. It incorporates the generic process framework built from the existing 
knowledge and presented in Section 4, with the results of the current state analysis 
described in Section 3 to suggest a new solution generation process for the case 
company.  
 
5.1 Synthesis of Existing Knowledge 
 
As mentioned in Section 3, the case company Seven stage process of the business 
cycle is currently following Stage-Gate model, and therefore Stage-Gate model was 
seen by the researcher as a natural choice as a basis for the general process model. 
Since this Thesis concentrates on only the activities unfolding in Stage 3 of the Seven 
step process, there was a need to break Stage 3 further down on a more detailed level. 
For this purpose, the Waterfall process was chosen as it suits the straightforward logic 
of the solution generation process, and the solution generation process could thus 
benefit from the simplicity of the Waterfall approach. 
 
The solution generation process activities were relatively easy to fit into the basic 
Waterfall steps. In the basic Waterfall model, the steps were: Requirements, Design, 
Implementation, Verification and Maintenance. If compared to the case company 
solution generation practices, the Requirements are currently set by the customer and 
the company management in the BNB review. The Requirements determine the 
solution Design that is formulated in the customer proposal within the Implementation 
step. The Verification of the solution can thus be seen as done in the BAR review, and 
the contract negotiations will be held based on the solution proposal within in the 
Maintenance step. It is notable, however, that only three of the Waterfall steps directly 
correspond to the solution generation process. The Requirement and the Maintenance 
steps actually make the previous and next stages of the Seven stage process of the 
business cycle as illustrated in Figure 9 below. 
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Figure 9. Process Framework, general process model as compared to Stage-Gate. 
 
In Figure 9, as is typical of Stage-Gate model, there is a gate between each stage. For 
each gate there is a set of deliverables, called Entrance Criteria, specified for that 
particular gate, a set of Exit Criteria and an output. In this general process model, there 
are two gates corresponding to the case company practices. Gate 2 represents BNB 
review and Gate 3 is the BAR review. As required by the Stage-Gate model, the case 
company has already defined the deliverables and exit criteria for these reviews.  
 
Within Stage 3 of the existing Seven Steps process, there are activities for Process 
Control which can take various amount of time starting from weeks and up to several 
months. These activities may also involve dozens of people in multiple physical 
locations. Therefore, this process can be perceived as a separate project. As defined 
by PRINCE2, the project needs the right people in place, with the authority, 
responsibility and knowledge to make decisions in a timely manner. For such complex 
activities, best practice from PRINCE2 can be adopted. 
 
In the Waterfall model, the principle was that the problem in a particular step is caused 
by the error in the previous step. Therefore, it may be needed to go back in the process 
steps to resolve the issue in order to move forward. This means that occasionally the 
activities set up in the previous step need to be revised and re-thought in order to 
execute the right activities in the next step. This principle can also be borrowed as a 
feedback system for the solution generation process. 
 
ITIL argues that all processes need to have inputs and enablers. The solution 
generation process received inputs from the customer and BNB review. Process 
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enablers are the resources are allocated by BNB review. The process itself has five 
distinct steps that all include inputs specific for each particular step. These elements 
can be adopted as parts of ITIL best practice for improving the solution generation 
process. 
 
CMMI introduced Three Critical Dimensions represented by: people, procedures and 
methods, and tools and equipment. All these are needed in the solution generation 
process as well. Additionally, they can de further extended by using the concept of 
process activities and roles and procedures defined by ITIL in order to implement a 
similar approach in the solution generation process. 
 
Outputs are considered the ultimate outcomes from the process. ITIL defines process 
that takes one or more inputs and turns them into the defined outputs. Similarly, the 
solution generation process produces the desired outcomes after taking in the inputs. 
The process itself has five distinct steps that all include outputs specific for each 
particular step. 
 
Finally, the new process needs to be owned, controlled and developed, as implied by 
ITIL and CMMI. To meet the requirements, the process needs to be measured and 
information received from these measurement needs to be reviewed. The review 
should make visible all decisions for actions to benefit the improvement of the process. 
Currently, there are no agreed measurements available about the maturity of the 
solution generation process, and therefore, it starts from Maturity level 1. Over the time, 
the ownership and measurements of the process should be agreed and defined. The 
process and its efficiency can then be further developed to incorporate the Deming 
Plan-Do-Check-Act cycle by using the current defined state as its baseline. 
 
5.2 Matching Findings from the Current State Analysis against CMMI Categories 
 
Findings from the current state analysis gave a picture of the strengths and 
weaknesses of the current solution generation process. The strengths and 
weaknesses, if divided into the three critical dimensions, demonstrate the CMMI logic 
and help in further process development. These dimensions are illustrated in Table 9 
below.  
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People Procedures and methods Tools and equipment 
x Resourcing 
x Governance 
x Team setup 
x Team building 
x Responsibilities 
x Rainbow events 
x Governance reviews 
x Project governance 
x Questions, assumption 
answers management 
x Dependency 
management 
x Service development 
x Quality assurance 
x Global compatibility 
x Blueprinting 
x Storyboarding 
x Solution creation 
x Costing  
x Transition and Transform 
planning 
x Management guidelines 
x Solution blueprint 
x Customer material 
x RAID log 
x High Level Solution, HLS 
x Cost template 
x Solution material  
x Inputs / Outputs 
Table 9 Findings from the current state analysis divided into CMMI’s three critical 
dimensions. 
In Table 9, the findings from the current state analysis are compressed into three 
critical dimensions, according to the logic of CMMI, namely: people; procedures and 
methods; and tools and equipment. This structure helped to utilise these items in 
further development of the solution generation process, in the workshop described 
below. 
 
5.3 Data Collection 2: Workshops 
 
Findings from the current state analysis presented as three critical dimensions 
according to CMMI were discussed and evaluated in a two-day workshop. The 
workshops concentrated especially on the newly found items including methodologies, 
tools and activities that have not yet been in use in the Finnish organisation before. The 
items were introduced by the persons that were perceived to have the most detailed 
understanding and experience of the process. During the workshop, the new items 
were presented and evaluated for their feasibility in the solution generation process, 
especially as the items proposed for International Business (IB) of the case company. 
The participants voiced some criticism towards some of the items, especially for the 
storyboarding, blueprinting and the Rainbow events. All of these were suggested either 
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by the IB or were in use in the United Kingdom. The criticism was focused on the fact 
that the current solution generation process in Finland was considered to be 
reasonably successful and working in practice. It was perceived that applying the 
proposed activities could increase the amount of work needed in the process and/or 
would cause additional bureaucracy without getting any extra benefit. It was however 
admitted that these activities would help the work in the larger multinational cases. 
 
In the workshop, after the participants became familiar with the items presented in the 
process and activities from the three critical dimensions of  CMMI,  it  was  possible  to  
place these items in the timeline to define the process. This was done in Workshop 2 
by writing the items title on paper and placing them on the flip chart against the draft of 
the five steps process. The results were transformed to PowerPoint by the researcher 
and are presented in Figure 10 below.  
 
Figure 10. First version of the solution generation process (developed in Workshop 2). 
 
The development of this model presented in Figure 10 involved the stakeholders into 
discussion and was done in several iterations before each item found its logical place 
within the process. After this phase, the first version of the solution generation process 
was ready for further development. 
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5.4 Data Collection 3: Interviews 
 
After the first version of the solution generation process was drafted, it was discussed 
and examined by the Customer Solution Architects of the Finnish organisation on the 
case company. The key target was to verify that the identified process and its activities 
reflect the actual process. In addition, the target was to validate if the newly shaped 
structure of the process would improve the quality of the process outputs. 
 
5.4.1 Step 1 - Requirements 
 
The process starts with the requirements that serve as the inputs and enablers 
received from the Gate 2, or BNB review, of the Seven stage process of the business 
cycle. Based on the information received from the current state analysis, the inputs 
were aligned with customer material, High Level Solution and the management 
guidelines. Enablers are the resources defined by the BNB review include people and 
their time allocation for a particular case (project). 
 
These inputs were validated by the interviewees to present them according to the High 
Level Solution (HLS). Some of the interviews also pointed to what should actually be 
included in the inputs. For example, CSAs in the case company, elsewhere than the 
Finnish country organisation, are responsible only for defining costs of the provided 
service and therefore should not be interested in the margin at all. However, in the 
Finnish country organisation the management guidelines occasionally include nothing 
else than the expected gross margin. The question was then discussed should the 
responsibilities be changed to follow the IB recommendations or should the approach 
change within the Nordic region. In addition, some of the interviewees made a remark 
that the High Level Solution (HLS) seldom exist in the beginning of Stage 3. BNB 
review decision is, however, based on the general understanding of the scope of the 
offered service, and therefore, HLS always exist, at least, to some extent. One of the 
interviewees also made a remark that there is no process to follow if the solution vastly 
differs from what has been approved in the BNB review. Currently, there is no standard 
process to manage this kind of situation.  
 
During the interviews, three new items were identified. First, the customers usually 
arrange presentation for selected bidders where the request is presented and possible 
additional information is given. These meetings are arranged in such a way that either 
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all of the selected bidders are gathered in the same meeting and get the same 
information; or the meeting is held separately with each vendor candidate. The second 
issue mentioned was the existing information. Typically, the case company has some 
information from the customer and their requirements. That information can be based 
on personal relationships between the case company employees and the customer or 
based on the previous service delivery for that particular customer. These items can be 
considered as process inputs, but they were left out from the final process description 
as these inputs are used irregularly, are not mandatory, and are not used in the 
process oriented way. The third issue discussed was the resources that are allocated 
in the BAR review. The resources mean the people involved in the case and how much 
they can consume time with particular case. Thus, a resource stands for a standard 
process element, and it was included into the final proposition. 
 
5.4.2 Step 2 - Design 
 
Design is the first step that involves actions related to Stage 3. During this stage, initial 
actions are implemented and process control is established; its activities aim to set 
targets and guidelines for the actual solution building. For these initial activities, the 
informants suggested storyboarding and blueprinting methods, as well-organised 
questions, assumptions and service dependency management. The solution building 
needs participation of various other employees, such as sales, legal, project and 
technical specialists. Therefore, this step involves also tasks like account team setup 
and project governance.  
 
During the interviews Customer Value Proposal was proposed as a more exact name 
for storyboarding. Blueprinting also raised discussion. It was mainly considered as 
good practice, especially if the offering involves other country organisations or regions; 
or if the scope of services is exceptionally wide; or if the solution includes non-standard 
customer specific configurations in the service delivery. 
 
All of the interviewees thought that the Sales, meaning Account or Sales Manager, 
should be responsible for setting up the bidding team, establishing project governance, 
and steering the team to the expected outcome. In some cases, this responsibility can 
be delegated to a separate Bid manager. Most of the interviewees, however, made a 
remark that this responsibility seems to be a bit unclear, and sometimes CSAs need to 
take this role even specially when less experienced sales or account managers are 
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responsible for the case. Generally, this responsibility was accepted although it was 
perceived to be quite time consuming comparing and also somewhat blurring the 
responsibilities. The interviewees also pointed out that the team setup is the only one 
activity within project governance, and therefore, the team setup was left out from the 
second version of the solution generation process.  
 
When discussing about questions, assumptions and service dependency management, 
the interviewees perceived these items as a bit misleading. It was noted that all of 
these items are included in the RAID management. Abbreviation RAID comes from the 
words risks, assumptions, issues and dependencies. It was suggested that RAID 
management was a term better describing the actions in this stage and also having the 
additional aspect, risk, involved, so that the action was re-named as suggested in the 
final proposition. 
 
One totally new action suggested during the interviews was Due Diligence. This topic is 
closely related to RAID management and its purpose is to verify that the information 
received from customer is accurate and reflects the customer environment and its 
statistics. The term Due Diligence (DD) has multiple other meanings, and therefore the 
term Customer Environment Discovery (CED) was selected to better describe this 
activity. 
 
5.4.3 Step 3 - Implementation 
 
This step of the process includes the actual solution building and cost modelling. In the 
Finnish country organisation, the solution building resembles utilisation of the ITILs 
Service Portfolio. After the solution is drafted, the Transform and Transition planning 
can start and it should be ready immediately after the solution is finished. The solution 
evolves along with having more interactions with the customer. This interaction is 
performed in the form of questions and answers management. Eventually, the Rainbow 
events described previously in this Thesis ensure the customer requirements fulfilment. 
 
As a result of the interviews, all of the activities in this step changed, other that solution 
building and cost modelling. Transform and Transition was changed to service start up 
planning ,as it appeared to describe this activity better from the Customer Solution 
Architects point of view. Many of the interviewees argued that, in the Finnish case 
company, Project managers are responsible for the project and delivering its material 
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into the customer proposal with quite a limited information from the CSAs. It was also 
admitted that this approach makes the Finnish country organizations different 
comparing to other case company organisations, but it reflects the Finnish 
organisations’ ability to deliver more standardised services. 
 
Other two topics, Questions and answers management and the Rainbow events, were 
moved to the previous and next steps. The questions and answers management was 
considered to be part of RAID management and the Customer Environment Discovery. 
Rainbow events, or more specifically customer requirements fulfilment, was considered 
to be part of the Customer value proposition and the Customer requirements fulfilment 
check. 
 
5.4.4 Step 4 - Verification 
 
During this step of the process, the quality of the offer is evaluated. It aims not only to 
find possible mistakes in the costing and solution building, but also identify that the 
proposal fulfils the customer’s original request in detail. The offer should also satisfy 
the requirements set in the BNB review and provide the qualify satisfactory for the BAR 
review. The identified activities involved in this stage are quality assurance and BAR 
review preparations. 
 
Based on the results from the current state analysis, the Finnish country organisation 
does not have a formal process for quality assurance. Instead, non-official colleague 
review is used when the responsible person for solution building sees it appropriate. 
For this reason, the governance events are suggested for this activity, which is 
something that was also recommended by the company global instructions. 
 
The interviews again confirmed the same issue. Some of the interviewees mentioned 
that it is the sales responsible who usually go through the solution and cost figures to 
ensure the results. The governance reviews were seen as a good practise but, at the 
same time, it was perceived to cause additional work. It was considered questionable if 
there would be enough resources to appoint to the proposed governance teams. All of 
the interviewees, however, agreed that there should be a process-oriented standard 
way for quality assurance. The mechanism itself and the responsibility for this activity 
were mainly seen to be during the sales or a BAR review. Especially the BAR review 
role and the current approach were criticised as not quite effective as they could be. 
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For the reasons described above the governance reviews were taken out of this 
process step. It was perceived that the quality assurance holds the necessary activities 
to accomplish this task and gives freedom to choose the actual method.  
 
As mentioned previously, the Customer requirements fulfilment check was moved into 
Verification step from the Implementation step.  Similarly, like in the quality assurance 
and the governance reviews, this task was not seen necessary as part of the peer 
reviews, although it was mainly accepted as a best practice method for implementing 
this activity. For this reason, peer reviews was left out of the process and the Customer 
requirements fulfilment were left as a task to be managed by one way or another. 
 
One new process activity was considered missing from this step, and it was a risk 
mitigation plan. One of the first tasks to be agreed in the beginning of Stage 3 was risk 
management as part of the RAID management. In this step, the risks involved within an 
offer should be identified and evaluated. At the same time, a plan should be prepared 
to mitigate the identified risks. Risk identification and the risk mitigation plan was also 
seen as one of major topics of the BAR review and, thus, being an important activity in  
this step. 
 
5.4.5 Step 5 - Maintenance 
 
The results from Stage 3 become the inputs for the BAR review. After qualified BAR 
review, the results become the outputs from the solution generation process utilised in 
Stage 4. The outputs identified from the current state analysis were the solution 
blueprint, proposal, cost model, RAID log, and customer presentations. 
 
During the interviews, no new items were identified within this step. However, there 
were arguments concerning the order of these outputs. The interviewees argued that 
two of the most important documents should be mentioned first. These two outputs 
were the solution proposal and the cost model. These two documents also make the 
outputs from the solution generation process that are done in every case.  
 
Summing up, based on the workshops and interviews conducted with the selected 
stakeholders, the original baseline for the solution proposal was extended to present  
the process and its activities in the most complete way. The process activities order 
and titles were changed according to the feedback form the validation session, and 
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some of the activities were combined under a common topic. Finally, some new 
activities were identified and incorporated into the process, so the second version for 
the solution generation process is suggested as illustrated in Figure 11 below. 
 
 
Figure 11. Second version of the solution generation process. 
 
5.5 Evaluation of the Proposal 
 
The second version of the proposal for the solution generation process was validated in 
the presentation session that was held for two key stakeholders. These stakeholders 
were the Solution Director and the Sales Director of the Finnish country organisation of 
the case company. Solution Director is considered as the key stakeholder responsible 
for the solution generation process. Sales Director owns the Seven stage process of 
the business cycle and all the related activities. The key target was to validate that the 
identified process and its activities reflect the actual process and evaluate whether the 
new suggested methods would improve the quality of the process output.  
 
The presentation session revealed two major issues. First, the naming of the stages 
and process steps was causing confusion. It was considered better to follow the Seven 
stage process of the business cycle in its stages and to change the names of the three 
steps Design, Implementation and Verification to better fit the names of the process. 
Secondly, it was seen that the process description should be more informative and 
present, for example, the inputs and outputs of every step within the process. Similarly, 
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it was seen as an advantage if the People, Procedures and Methods and Tools and 
Equipment would be added to the process description. 
 
With this feedback the proposed solution generation process was validated. This work 
involved the researcher and one Senior Solution Consultant. The result of this work 
and the final proposal for the solution generation process is presented in Figure 12 
below. 
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Figure 12. Final proposal for the solution generation process. 
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As seen from Figure 12, the requirements from the Solution and Sales Director were 
fully integrated and accomplished. The process steps now follow the Seven stage 
process of the business cycle; the basic principle remains the same, and the solution 
generation process activities take place between the BNB and BAR reviews. These 
main activities are placed under the respective steps of the process. Critical 
dimensions that are the People, Procedures and Methods, Tools and Equipment, as 
well the inputs and outputs, are all presented in the table format, thus opening up and 
complementing the initial process description. 
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6 Conclusions 
 
This section summarizes the results presented in this Thesis and suggests a number of 
recommendations for the management of the case company how to put the proposed 
process into practice. This section also evaluates the results and considers reliability 
and validity of the research. It also identifies the next steps and suggests possible 
directions for the future development. 
 
6.1 Summary 
 
This Thesis investigated how to improve solution generation process of an ICT service 
company. The need for this improvement arose when the case company combined its 
country-based organisations under bigger regional organisations. The case company 
management realised that common processes, tools and methods needs to be used to 
gain efficiency in a new situation. In addition, the company activities needed to become 
compliant with the requirements set by the case company globally. The research 
objective was, thus, to prepare for a common solution generation process in the ICT 
Service Company within the Nordic region. 
 
As a research strategy for this Thesis, case study approach was selected primarily due 
to the fact that this Thesis investigated a contemporary phenomenon within one 
organisation, and the intention for this Thesis was to investigate the phenomenon in its 
original context. Research data was collected from multiple sources including 
interviews, workshops and the company internal documentation.  
 
To achieve its research objective, this Thesis, first, investigated the existing solution 
generation practises through the current state analysis. This analysis was performed in 
four country organisations of which three were part of the same Nordic region. One 
additional organisation was investigated as a reference because it was known to follow 
the global recommendations set by the case company. Findings from the current state 
analysis were presented in the axel of strengths and weaknesses. After that, 
understanding of the existing knowledge relevant to the phenomenon was established. 
Existing knowledge was mainly related to the frameworks that the case company uses 
in its daily operations. These frameworks included ITIL, CMMI and PRINCE2. For the 
process models, the Stage-Gate and Waterfall models were examined. The main 
reasons for selecting these process models were because the solution generation 
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process, which is part of the customer lifecycle process in the case company, is based 
on the Stage-Gate model. The Waterfall model, in its turn, offers a practical framework 
for the process. These framework and approaches taken together, they presented the 
conceptual framework for the solution generation process. 
 
In the next data collection round, findings from the current state analysis were 
presented, discussed and analysed in two workshops. In these workshops, the key 
stakeholders were the Customer Solution Architects of the Finnish country organisation 
of the case company. During these workshops, the first proposal for the solution 
generation process was formulated. After the workshops, five interviews were held with 
the same stakeholders for validating the process and for identifying improvement 
areas. Data collected in the interviews was analysed and the results used to define the 
second proposal for the solution generation process. This proposal was evaluated by 
the Sales Director of the Finnish country organisation, who is the owner of the 
customer lifecycle process, and by the Solution Director, who owns the solution 
generation process in Finland. Based on this feedback and suggestions, the third and 
final proposal for the solution generation process was defined. 
 
6.2 Practical Implications 
 
This study proposed new tools, activities and methods to be taken into use within the 
solution generation process. The implementation of these new elements involves some 
issues that should be taken into special consideration. These actions are summarized 
in Table 10 below.  
 
Activity Action points Responsibilit
y 
Setting the project 
governance 
The responsibility and contents of this activity need 
to be clarified and executed in the process oriented 
manner in every case. Content of this activity 
includes a number of tasks such as establishing the 
project governance (including schedule, task lists, 
meeting procedures) and clarifying the 
responsibilities of the team members in the kick off 
meeting.  
Sales 
Defining value Customer value proposition needs to be defined Sales 
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proposition early in the process. The solution can then be 
designed to follow the value proposition customised 
to a specific customer. 
Preparing the solution 
blueprint 
Preliminary scope of the offered services as well as 
the delivery model should be defined as early as 
possible. This enables formal evaluation and 
improvement of the solution. A solution blueprint 
template needs to be established and agreed as for 
how to use it within the process. 
Solution 
Agreeing RAID 
management 
Risks, assumptions, issues and dependency 
management should be agreed in a formal manner 
and follow the same process in every case. RAID 
template needs to be established and agreed as for 
how to use it within the process. 
Solution 
Starting the Customer 
Environment Discovery, 
CED 
Information collected from the customer 
environment and validation of this information 
needs to be processed in a formal way. This 
information should also be passed on to the next 
stage within the process and evolve during the 
stages. To accomplish this, a CED template needs 
to be established and agreed as for how to use it 
within the process. 
Solution and 
Project 
Solution creation Solution creation should take into consideration the 
information received from Value proposition, 
Solution blueprint, RAID log and CED. This practise 
needs to be agreed and followed by Customer 
Solution Architects. Reutilisation of the solution 
documents could be facilitated by using the 
document library. The feasibility of establishing  
such a document library should also be evaluated. 
Solution 
Cost modelling 
 
Cost modelling should take into consideration the 
information received from Value proposition, 
Solution blueprint, RAID log and CED. This practise 
needs to be agreed and followed by Customer 
Solution Architects. 
Solution 
Transition and 
Transformation planning 
 
Transition and Transformation should take into 
consideration the information received from Value 
proposition, Solution blueprint, RAID log and CED 
as well the solution itself. This practise needs to be 
Project 
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agreed and followed by project managers. In 
addition, co-operation between solution and project 
should be increased. 
RAID processing RAID information collected during the process 
needs to be analysed concentrating especially on 
the risks. Formal practise for this analysis needs to 
be established and agreed among the Customer 
Solution Architects. 
Solution 
Quality assurance 
 
The current quality assurance process should be 
inspected. At the same time, it should be evaluated 
if the presented new practises including the 
governance reviews, should more specifically 
define entrance and exit criteria, and risk 
processing should be taken into use. 
Sales and  
Management 
Checking customer 
requirements fulfilment 
 
Before the final proposition is sent to customer, it 
should be checked that it answers to every 
requirement specified by the customer. The 
responsibility for this activity needs to be clarified, 
and this practise needs to be taken into use in a 
formal manner.  
Sales 
Approval of risks and 
the risk mitigation plan 
Formally identified and processed risks and the 
mitigation plan for these risks need to be approved 
by the management as part of the Business 
Approval Review.  
Management 
Table 10. Practical Implications.  
 
As seen in Table 10, the implementation of this new process also involves the activities 
from the stakeholders other than the Solution Architect team. Therefore, the decision 
for the implementation of the new process, and especially the implementation of the 
new tools, activities and methods, needs be taken to the management level of the case 
company. 
 
6.3 Managerial Implications 
 
The implementation of the solution generation process proposed in this Thesis should 
increase the ability to use resources more flexibly across the Nordic region, as well as 
it would increase the quality of the solutions, and finally, lower the risks by more 
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disciplined risk management and mitigation process. Successful implementation of the 
new solution generation process needs decision making and effort also from the 
managerial side. This issue is emphasised especially if the process and its suggested 
activities would be considered for use as a framework across the Nordic region. 
 
For its successful implementation, the following issues should be considered: 
 
x Currently, all of the country organisations in the Nordic region follow their own 
practises and processes within the solution generation process. Therefore, it 
needs to be decided first if a common process would be implemented at all.  
x If a common process is decided to be implement as a common framework, 
whether it would be the process proposed in this Thesis or some other 
approach will be taken. This decision includes the choice of the new process 
and its tools, activities and methods. 
x When the process is decided upon, for its successful implementation it needs to 
be defined who has the ultimate ownership and responsibility for the solution 
generation process within the Nordic region. 
x Successful implementation would also require establishing a proper project with 
adequate resources allocated, a schedule and targets. This project should be 
governed by a steering group with executive presence. 
x It can be expected that the process implementation will face resistance. 
Therefore, the project requires strong commitment from the Nordic 
management as well managerial influence on the country organisations.  
x If the Finnish service delivery is chosen as a standard production method for 
the Nordic region, it would need to be introduced at least to the Sales, 
Customer Solution Architects and Project Managers within the Nordic region. 
x The resources for the common Nordic process should ideally be available from 
one place, e.g. a resourcing portal to increase the efficiency of the resourcing. 
For improving the quality of the resourcing, the role descriptions in the portal 
should be standardised.  
x The efficiency of this process is not yet measured. In order to measure and 
improve the process and its efficiency, the metrics for the process efficiency 
should be defined. The following metrics could be used among others for the 
metrics: was the solution done in time, was it accomplished with the given 
resources and costs, and did the proposal lead to actual contract negotiations. 
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As seen from the managerial implications above, one of the main prerequisite required 
for the implementation of the new proposed solution generation process is the start of a 
corresponding project. As in all projects, it should have justification, appropriate 
resources and governance. In addition, the management should be aware that this 
change will face resistance in the country organisations. Therefore, the prerequisite for 
the successful implementation is a strong commitment from the management for this 
change. 
 
6.4 Evaluation 
 
This Thesis investigated how to improve solution generation process of an ICT Service 
Company. As a result, a new solution generation process for the case company was 
proposed, and it was the first known process presentation on this subject. The process 
and its activities have been in use before but the process has never been documented 
nor working in a formal way.  
 
Despite of the fact that the process has existed before, some new activities were 
identified and presented as part of this process. It is expected that these new activities 
such as storyboarding, blueprinting and peer reviews would increase the quality of the 
solutions and lower the risks involved due to a more disciplined risk management, and  
would overall improve the solution generation process. The decision about the future of 
the proposed process was not yet made when this Thesis was finalised. Thus, currently 
it is unknown whether or how widely the proposed process will be taken into use within 
the case company. 
 
Even though the proposal for the solution generation process would not be accepted as 
such, the information collected in this study and the analysis made could give useful 
information about the process, people and tools used in the examined countries. This 
information also contributes to the decision making process and enables more fact-
based and evidence-driven evaluation of different options. In that sense, the case 
company is supposed to benefit from the results of this Thesis, regardless of the 
implementation of the proposed process.  
 
In case the company makes a decision to implement the proposed solution generation 
process, it is suggested that every Stage of the Seven stage process of the business 
cycle that involves solution generation should be further investigated and defined in a 
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similar manner. That would define all the activities in the same way and give a 
possibility to develop the solution generation and the Customer Solution Architect work 
within a broader context. 
 
6.5 Reliability and Validity 
  
Reliability of the Thesis was secured in three ways, first, by ensuring triangulating 
through using different data sources and conducting three rounds of data collection. 
Secondly, in this study the data was also collected applying different data collection 
tools including interviews, workshops and company internal documents. Thirdly, the 
study applied an established theory, such as ITIL, PRINCE2, CMMI and other 
framework, from one field to another. The theory of this study was based on existing 
knowledge mostly on project management. The data collected was stored to the case 
study database including the records from the interviews, workshop minutes and flip 
charts, as well as the PowerPoint slides used in the workshops.  
 
Validity of the Thesis was secured by focusing the outcome directly responding to the 
research objective set in the beginning of the study. This was helped with explicit, 
detailed description of data collection and analysis, and clearly defining the research 
process. The researcher made a special effort to describe the data collection and 
analysis process as detailed and open as possible. Data collection, investigation and 
analysis of the data were all very time consuming process. This study, however, was 
conducted in reasonably short period of time; therefore, it is possible that a more 
detailed examination of the data would reveal more results. Similarly, the findings may 
appear loosely linked to the data and the results, which could have been better 
explained, for example, by grounding the conclusions in actual citations from the 
informants’ responses. The time limitations did not allow for this and many other 
measures what would have significantly increase reliability and validity of this study. 
Nevertheless, the findings of this study were found useful by the case company and the 
proposed solution generation process was evaluated as valuable outcome whether or 
not it would be implemented within the Nordic region. Therefore, the overall results of 
the Thesis can be perceived as valid from the case company perspective. 
 
An additional fact that can increase validity is the fact the researcher is deeply familiar 
with the subject of this study, being an employee of the case company of this study. 
During the interviews, he raised and discussed with the interviewees the issues which 
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were directly related to the process and were well understood by the respondents. The 
researcher also consciously tried to avoid any distortions to the data collected from the 
interviewees. Although knowing the researcher quite well and being his colleagues at 
work, it might had an impact on the information received from the interviewees and 
should be considered when assessing the results of this study. 
 
Finally, the interviewees for this study represented the key stakeholders personally 
involved in the topic of research. Their approach represented their personal 
perspectives, but to balance the personal and team perspectives, many events were 
organized as discussions in teams.  
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